SALESXCHANGE - GTM DIAGNOSTIC

GTM Diagnostic
Executive Question Set

Prepare for your Discovery Session — or delegate to a colleague

PURPOSE

What this document is for

This document lists the exact questions used in the GTM Diagnostic. You may complete it without
preparation. If preferred, you may ask a colleague to gather answers in advance. Directional accuracy
is sufficient. Duration: 6—8 minutes. Mostly checkboxes.

Sections covered in this document:
¢ 1. Contact & Company Details
* 2. Cost Information
¢ 3. Company & GTM Context
* 4, Sales, Content & Trust

« 5. Infrastructure, Urgency & Outcomes



BEFORE YOU START

Most CEOs will delegate this. That's the right
decision.

Your time is better spent elsewhere. The questions in this document are designed so that a finance
director, a chief of staff, or a senior operations lead can complete them accurately on your behalf.
Directional figures are sufficient — nobody needs to spend a day pulling precise numbers.

What we ask you to do personally is one thing: look at the total that comes back from Section 2 and
ask yourself whether you have ever seen that figure written in a single column before.

Most CEOs haven't. The costs are real — they exist in your P&L;, your headcount, your agency
invoices, your SaaS subscriptions. They are simply never aggregated. Sales sits in one budget line.
Marketing tools in another. Agency retainers somewhere else. The total is never presented as a single
number because nobody has an interest in presenting it that way.

We do. Because that number is the only honest basis for a conversation about what replaces it.

Brief for whoever completes this document

You are being asked to gather directional cost information across five areas of the business. Precise
figures to the pound are not required — the nearest band is sufficient. The purpose is to establish an
approximate annual total for the company's commercial operating costs — everything spent on finding
and winning new customers.

If a figure is genuinely unknown, select the nearest estimate and note it as such. A slightly inaccurate
number is more useful than a blank.

Sections you are completing:
« Section 2 — People, agency, technology, media, and training costs
« Section 3 — Company context, revenue, headcount, and GTM model
» Section 4 — Sales pipeline and content activity

* Section 5 — Infrastructure maturity and priorities

Section 1 (contact details) is for the CEO or whoever will attend the discovery session.

What this produces

When complete, the document gives us enough to calculate your approximate annual GTM spend and
map it against the sX OS investment. That comparison is produced by our system following the
discovery session and presented to you specifically — not as a generic estimate, but as a number built
from your business.
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SECTION 1

Contact & Company Details

To be completed by the CEO or session attendee

Your responses here identify who we are speaking with and establish the company context for the
diagnostic output.

1. Contact name

2. Job title

3. Seniority

4. Job function

5. Contact emall

6. Company name

7. Company website URL

8. LinkedIn profile URL

Seniority — select one:

Founder / Owner
CxO

VP

Director

Head of

Manager

Individual contributor
N/A

Job function — select one:

CEO / Founder
Sales

Marketing

RevOps / Ops
Customer Success
Product

Finance

IT / Engineering
Leadership

Other
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SECTION 2

Cost Information

What this section produces: your GTM cost baseline — the number the sX OS investment is
measured against

Select the nearest band for each cost category. Directional accuracy is sufficient. If a category does
not apply to your business, select "Not applicable.”

A1l. People costs

A1.1 Marketing staff

m £0-150k

m £150k—-300k
m £300k—600k
m £600k-1m
m £1m-2m

m £2m+

m Not applicable

Al1l.2 BDR & SDR staff

m £0-150k

m £150k—-300k
m £300k—600k
m £600k-1m
m £1m-2m

m £2m+

m Not applicable

Al.3 Sales & enablement staff

m £0-150k

m £150k—-300k
m £300k—600k
m £600k-1m
m £1m-2m

m £2m+

m Not applicable
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A1.4 Customer success staff (if applicable)

m £0-150k

m £150k—-300k
m £300k—600k
m £600k—-1m
m £1m-2m

m £2m+

m Not applicable

A1.5 External agencies

£0-50k
£50k—150k
£150k—300k
£300k—-600k
£600k—1m
£1m+

Not applicable

A2. Technology & platforms

A2.1 Marketing automation platforms

m £0-10k

m £10k-25k
m £25k-75k
m £75k-150k
m £150k+

m Not applicable

A2.2 CRM licences and add-ons

m £0-10k

m £10k—25k

m £25k—75k

m £75k-150k

m £150k+

m Not applicable

A2.3 Social scheduling / content tools

£0-5k
£5k—15k
£15k-30k
£30k—-60k
£60k+

Not applicable
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A2.4 Data, enrichment, or intent tools

£0-10k
£10k—30k
£30k—75k
£75k-150k
£150k+

Not applicable

A2.5 Webinar / virtual event platforms

£0-5k
£5k—15k
£15k—40k
£40k-75k
£75k+

Not applicable

A3. Paid visibility & advertising

A3.1 Paid media (including PPC)

£0-50k
£50k-150k
£150k-300k
£300k—600k
£600k—1m
£1lm+

Not applicable

A3.2 Ad creation and management

£0-25k
£25k—75k
£75k—-150k
£150k—-300k
£300k+

Not applicable

A3.3 Sponsorships / partnerships

m £0-25k
£25k—75k
£75k—150k
£150k—300k
£300k+

Not applicable

A4. Content, campaigns & events
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A4.1 Content production

£0-50k
£50k—150k
£150k—300k
£300k—-600k
£600k+

Not applicable

A4.2 Landing pages & gated assets

£0-15k
£15k—40k
£40k—75k
£75k-150k
£150k+

Not applicable

A4.3 Events, webinars, exhibitions

m £0-25k
£25k—75k
£75k—150k
£150k—300k
£300k+

Not applicable

Ab5. Training & enablement

A5.1 Sales training & enablement

m £0-25k

m £25k—75k

m £75k-150k
m £150k—-300k
m £300k+

m Not applicable

A5.2 Marketing training & coaching

£0-15k
£15k—40k
£40k—-75k
£75k—150k
£150k+

| |
| |
||
| |
| |
m Not applicable
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SECTION 3

Company & GTM Context

What this section produces: your commercial baseline — ARR, TAM, headcount, and current
GTM model

B1. Company & commercial context

1. Primary product or service

2. Business model — tick all that apply:

m SaaS
m PaaS
m Services
m Hybrid

3. Current ARR band:

£0-50Kk
£50k—100k
£100k—150k
£150k—200k
£200k—300k
£300k+

Not applicable

4. Target ARR over the next 12—24 months
5. Employee headcount

6. Size of total addressable market (TAM)

B2. GTM model & exposure

B2.1 How do you currently create market visibility? (Multi-select)

Paid advertising (PPC / paid social)
Organic social media

Email campaigns

Outbound sales (cold email / calls)
Events / webinars

Partnerships / sponsorships
Content / thought leadership

PR / analyst relations

Other

B2.3 Which channels contribute most to pipeline today?

m Paid advertising
m Outbound sales
m Inbound leads
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m Existing customers / expansion
m Partners / referrals

m Events

m Unclear / difficult to attribute

B2.4 Do key decision-makers typically remain anonymous during early engagement?

m Yes, almost always

m Often

m Sometimes

m Rarely

m No, we usually know who they are early

B2.5 How confident are you that your current GTM model reaches enough of your TAM?

m 1 — Not confident at all

m 2 — Slightly confident

m 3 — Moderately confident
m 4 — Very confident

m 5 — Completely confident
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SECTION 4

Sales, Content & Trust

What this section produces: identification of pipeline friction and trust-building gaps in your current
model

B3. Sales & pipeline mechanics

B3.1 Approximate number of active sales reps:

1-3
5-7
7-12
12-20
21+

B3.2 Do you use SDRs / BDRs for meeting generation?

Yes, in-house
Yes, outsourced
Both

No

Not sure / informal

B3.3 Typical sales cycle length:

Less than 1 month
1-3 months

3-6 months

6—12 months

More than 12 months

B3.4 Do you have a clearly defined pipeline coverage ratio?

Yes, actively managed

Yes, but loosely

Aware of it, not tracked consistently
No

Not sure

B3.5 Most common reasons deals stall or are lost:

B4. Content, authority & trust

B4.1 Do you currently run webinars, live events, or thought leadership activity? (Multi-select)

m Webinars
m Live events / roadshows
m Podcasts
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m Regular thought leadership content
m Occasional / ad-hoc
m No

B4.2 How often do you publish new content?

m Weekly or more
m Monthly

m Quarterly

m Occasionally

m Rarely / never

B4.3 Is content reused across multiple channels?

m Yes, systematically
m Sometimes

m Rarely

m No

= Not sure

B4.4 How important is credibility and authority in winning deals?

m 1 — Not important

m 2 — Slightly important

m 3 — Moderately important
m 4 — Very important

m 5 — Critical
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SECTION 5

Infrastructure, Urgency & Outcomes

What this section produces: a maturity assessment of your current GTM infrastructure and your
readiness for transformation

B5.1 Do your GTM tools integrate cleanly today?

Yes, well integrated
Partially integrated
Poorly integrated
Not integrated

Not sure

B5.2 Do you have a single source of truth for GTM data?

m Yes
m Partially
m No
m Not sure

B5.3 How automated are repetitive GTM tasks?

1 — Not automated at all

2 — Slightly automated

3 — Moderately automated
4 — Highly automated

5 — Fully automated

B5.4 Are SOPs documented for GTM processes?

Yes, fully documented
Partially documented

No

| |
||
m Informal / tribal knowledge
| |
= Not sure

B5.5 What frustrates you most about your current GTM model?
B5.6 If you could fix one GTM issue immediately, what would it be?

B5.7 How urgently do you feel change is required?

m 1 — Not urgent
m 2 — Low urgency
m 3 — Moderate urgency
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m 4 — High urgency
m 5 — Immediate priority

B5.8 What outcomes would define success from a GTM transformation?
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CLOSING NOTE

You are not required to answer every question with
precision.

Estimates and directional answers are sufficient. Your responses are analysed and used to generate a
GTM diagnostic summary, identification of primary GTM friction points, a cost comparison, and a short
executive presentation.

BOOK YOUR DISCOVERY SESSION

The discovery session is the only way to produce numbers specific
to your business.

Until the comparison exists, any cost conversation is a generalisation. The session takes 90
minutes.

salesXchange Limited — salesxchange.co.uk — info@salesxchange.co.uk — 0800 970 9751
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